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Abstract

Although the positive eff ect of Person-Organization fi t (P-O fi t) on work 
att itudes is well known, research into the environmental factors that 
aff ect P-O fi t’s salience in predicting work att itudes is in its infancy. This 
study examined the moderating eff ects of organizational culture in the 
relationship between P-O fi t and work att itudes such as job satisfaction, 
and organizational commitment in the national culture context. Results 
from a sample of 173 managerial-level employees from 7 organizations in 
India suggest that organizational culture either strengthens or weakens the 
positive relationship between P-O fi t and work att itudes depending upon its 
alignment with national culture.  In the Indian cultural context, it is found 
that people and control-oriented organizational cultures  that are isomorphic 
with national culture weaken the relationship between P-O fi t and work 
att itudes. Whereas creation and market-oriented cultures that are non-
isomorphic with Indian national culture strengthen the positive relationship 
between P-O fi t and work att itudes. Results of this study have implications 
in employee selection, socialization and organizational culture management.  

Keywords: Person-organization fi t, organizational culture, national culture, 
job satisfaction, organizational commitment.

Introduction

Beginning with Lewin’s (1951) proposition that behaviour is 
a function of both person and environment, researchers have 
developed various theoretical models to explain organizational 
behaviour. Traditionally the construct of Person-Organizationt 
Fit (P-O Fit) has been used to analyse the relationship between 
individuals and the organizational environments in which they fi nd 
themselves (Kristof, 1996). P-O fi t is defi ned as similarity between 
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the characteristics of people and the corresponding characteristics 
of organizations (Chatman, 1989; Kristof, 1996) and distinguished 
from other forms of Person-Environment fi t such as Person-Job 
fi t, Person-Vocation (P-V) fi t (e.g., Holland, 1985),  Person-Group 
(P-G) fi t (e.g., Guzzo & Salas, 1995) and Person-Job (P-J) fi t (e.g., 
Edwards, 1991). The basic premise of the (P-O) fi t theory and research 
is that when characteristics of people and work environment are 
matched, positive organizational outcomes such as job satisfaction, 
organizational commitment,  and reduced turnover intentions would 
result.  

Although the term “person-organization (P-O) fi t” has been used 
to describe the congruence between   individual and organizational 
goals; individual needs or demands and organizational systems or 
supplies; and individual personality and organizational climate 
(see Kristof, 1996), the majority of P-O fi t research has been focused 
on the similarity between individual and organizational values 
(Cable & Judge, 1996, 1997; Chatman, 1991; O’Reilly, Chatman & 
Caldwell, 1991).  In particular Chatman and her colleagues worked 
on value congruence as a prominent one among others.  Chatman 
(1989) proposed a model of person-organization fi t with specifi c 
theoretical propositions on antecedents, processes and consequences 
of the model.  Since then several studies have provided theoretical 
justifi cation as well as empirical evidence for the positive association 
between P-O fi t and organizational outcomes. Results of these studies 
have generally shown signifi cant positive relationships between P-O 
fi t and work att itudes such as  job satisfaction and organizational 
commitment (Chatman, 1991; O’Reilly et al., 1991).   

Human resource practices aff ect employees’ work att itudes fi rst and 
these cognitions will in turn elicit desired organizational behaviours 
such as low absenteeism, organizational citizenship behaviour, 
and work performance.  Work att itude predisposes an individual 
to behave in a particular way. Job satisfaction and organizational 
commitment are widely researched examples of work att itudes. Job 
satisfaction is a general work-related att itude.  It refers to the overall 
att itude that an employee has towards both the job content and its 
context.  The context typically includes pay, promotion, recognition, 
communication, co-workers, supervisors, and benefi ts. Organizational 
commitment refers to the strength of the employee’s involvement and 
identifi cation with the organization.  Organizational commitment 
includes the three components: aff ective, continuance and normative 
(Meyer, Allen & Smith, 1993). The aff ective component describes 
how the employee is emotionally att ached to the organization and 
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thus wishes to remain with it. The continuance component refers to 
the extent to which the employee perceives the need to stay in the 
organization. The employee may want to stay in the organization 
because he or she needs the pay, benefi ts, or cannot fi nd another job. 
The normative component refers to the perceived obligation on the 
part of the employee to stay in the organization. Research suggests 
that organizational commitment is directly related to employee 
involvement, intention to stay with the organization as well as job 
performance (Mathieu & Zajac, 1990).  Since both job satisfaction 
and organizational commitment have been identifi ed as “important 
variable(s) in understanding the work behaviour of employees in 
organizations” (Mowday, Steers & Porter, 1979, pp. 225) the current 
study examines how P-O fi t aff ects these work att itudes.  

Research Objective

Since P-O fi t is assessed on a variety of individual and organizational 
characteristics, the relevance of fi t on any of these characteristics is 
dependent upon how important that characteristic is to the individual 
and the organization (Kristof, 1996).  P-O fi t’s positive eff ect may be 
moderated by environmental  characteristics such as organizational 
culture and national culture. If organizational culture itself exerts 
considerable infl uence over individual work behaviour then P-O 
fi t may become less relevant in predicting work att itudes. The 
research objective of the current study is to examine the moderating 
eff ects of certain types of organizational culture, depending upon 
their alignment with the characteristics of national culture, on the 
relationship between P-O fi t and work att itudes.  

Signifi cance of the Study

Macro level variables such as national culture, socio-economic 
conditions, particularly labour market conditions that prevail in a 
country may also infl uence P-O fi t’s eff ects on work att itudes. Most of 
the studies of P-O fi t have been carried out in the U.S. where the social, 
economic, political and cultural characteristics are vastly diff erent 
from developing countries. The American approach to work is that 
loyalty from employee to the organization or from the organization to 
the employee tends to be based on self-interest, and is short lived and 
nonexistent in most instances (Friedman & Friedman, 1980). Many 
Americans derive individual identity with his/her occupation/career 
rather than the organization. Given the number of employment 
opportunities, att racting and retaining employees is a challenging 
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task.  In such a context, P-O fi t is often touted as a predictor of 
favourable work att itudes, job performance, lower absenteeism and 
turnover (Bowen, Ledford & Nathan, 1991). 

However, the nature of organizational problems that managers 
in developing economies face are diff erent from that of developed 
economies.  Unlike in developed economies, the immediate concern 
for managers in developing economies is organizational survival 
rather than competitiveness via human resources (Pieper, 1990). 
Nyambegera, Daniels and Sparrow (2001), in a study conducted in 
African context,  have shown that individuals value themselves  and 
not the P-O fi t  which are important in predicting job involvement in 
the context of developing countries.  They argue that in a developing 
economy context that is characterized by high levels of unemployment,   
excess supply of cheap unskilled labour, the managers’ chief concern 
would be organizational survival.  In the Indian context, results of a 
recent research (Budhwar & Sparrow, 2002) suggest that, due to the 
severe pressure created by continuous liberalizations of economic 
policies and the increasing presence of foreign players, the question 
of immediate survival has become more important among Indian 
organizations.  In such situations P-O fi t as presented in developed 
economies may not matt er in predicting employees’ work att itudes.   

It is not clear then that constructs such as P-O fi t can predict work 
att itudes in developing contexts such as India. Recent research 
conducted with Indian and U.S samples by Westerman and Sita 
(2005) suggests that the eff ects of P-O fi t may not only be aff ected by 
the organizational environment but the national culture as well. In 
their study, the congruence between a student’s preferred classroom 
environment and the perceptions of the actual work environment 
was found to be a signifi cant predictor of student satisfaction and 
performance only in the U.S group and not in the Indian sample.  
The authors further observed that the norms of high power distance 
and collectivistic behaviour in India may facilitate conformity and 
suppression of individual diff erences in work environment att itudes 
and behaviours, thus reducing the relationship between P-O fi t 
and work place outcomes.  Since their study was conducted in the 
higher educational institutions, further empirical studies are required 
before we extend the results to build theory on the interaction 
among organizational culture, national culture and P-O fi t in the 
organizational context.  Although it is intuitively appealing to expect 
macro-level factors such as national culture, economic and labour 
market conditions to reduce the importance of P-O fi t, it is also plausible 
to reason that certain meso-level factors such as organizational 
culture to counteract the forces of macro-level factors so that P-O 
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fi t’s salience is increased. Clearly understanding the predictability of 
P-O fi t in the developing countries context can help in implementing 
suitable human resource management practices. The present study 
assumes signifi cance in extending this line of research by examining 
the moderating eff ects of organizational culture in the relationship 
between P-O fi t and work att itudes within the macro-level context of 
Indian national culture. 

The rest of the paper is organized as follows. In the next section, 
a review of the literature leading to the hypotheses is presented.   
Then the operationalization of variables and the method to test the 
hypotheses are presented. After that the data are described and 
results are discussed. Finally the paper concludes with a discussion 
on research fi ndings as well as directions for future research. 

Literature Review

Person-Organization (P-O) Fit and its Eff ect on Work Att itudes

Research interest on Person-Organization fi t is an outgrowth of 
the idea that organizations have cultures that may be att ractive or 
unatt ractive to certain types of individuals (Wilkins & Ouchi, 1983). 
P-O fi t is conceptualized either with a supplementary perspective or a 
complementary perspective (Kristof, 1996).  A supplementary fi t occurs 
when organizational characteristics such as culture, values, goals, and 
norms are aligned with individual characteristics such as personality, 
values, goals and att itudes. A complementary fi t results when an 
organization fulfi ls an individual’s needs, desires and preferences 
and/or an individual has the abilities to meet organizational demands. 
The dynamic process  that leads to the supplementary type of P-O 
fi t was described by Schneider’s (1987) att raction-selection-att rition 
(ASA) framework, which posits that similar people are att racted 
to and then selected and retained by the organization. Researchers 
typically examined P-O fi t from the supplementary fi t perspective.   
P-O fi t is defi ned as the “congruence between the norms and values 
of organizations and the values of persons” (Chatman, 1989, pp. 339).   

Employee att itudes related to job satisfaction and organizational 
commitment are the most important and frequently studied variables 
due to their signifi cant implications to the fi eld of organizational 
behaviour and human resource management. Job satisfaction is 
defi ned as “a pleasurable or positive emotional state resulting from the 
appraisal of one’s job or job experience.” (Locke, 1976, pp. 1300).  Job 
satisfaction represents an employee’s global evaluation of the work, 
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pay, promotion opportunities, supervision and co-workers support. 
Research evidence shows that job satisfaction aff ects employee work 
behaviour signifi cantly. Job satisfaction is found to be positively related 
to job performance (Harter, Schmidt & Johnson, 2002), customer 
satisfaction (Griffi  th, 2001) and inversely related to absenteeism (Scott  
& Taylor, 1985) and turnover (Griff eth, Hom & Gaertner, 2000). 

Organizational commitment refers to the strength of the employee’s 
att achment to the organization. Organizational commitment can be 
defi ned as “the relative strength of an individual’s identifi cation with 
an involvement in a particular organization” (Mowday et al., 1979, 
pp. 226).  Organizational commitment includes the three components: 
aff ective, continuance and normative (Meyer et al., 1993). The aff ective 
component describes how the employee is emotionally att ached to 
the organization and thus wishes to remain with it.   The continuance 
component refers to the need level of the employee to stay in the 
organization.  The employee may want to stay in the organization 
because he or she needs the pay, benefi ts, or cannot fi nd another 
job. The normative component refers to the perceived obligation on 
the part of the employee to stay in the organization. Organizational 
commitment is directly related to employee involvement, intention 
to stay with the organization as well as job performance (Mathieu 
& Zajac, 1990).  Research has shown strong support for the positive 
eff ects of P-O fi t on job satisfaction and organizational commitment 
(Chatman, 1991;  O’Reilly et al., 1991).

Organizational Culture

Beginning with Pett igrew’s (1979) work on culture as an 
anthropological concept that can be used in organizational analysis, 
the construct of organizational culture has received a great deal of 
att ention among management researchers. Organization culture has 
been defi ned as the widely shared and strongly held values by the 
employees (Chatman & Jehn, 1994),  and shared perceptions of work 
practices  (Hofstede, 2001).  Since values act as the core elements of 
culture whereas norms, symbols, rituals and other culturally-related 
activities support them (Enz, 1988),  organizational culture can be said 
to exist when the members of the organization share some common 
values (Weiner, 1988). 

National Culture

On a national level “culture” refers to a set of values, beliefs, 
assumptions, expectations, perceptions and behaviours that is 
commonly shared by most of the people in a society.  Hofstede (1991, 
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pp. 5)  defi ned culture as “the collective programming of the mind 
that distinguishes the members of one group of category of people 
from another.” He described national cultures of diff erent countries 
using fi ve dimensions: individualism-collectivism, power distance, 
uncertainty avoidance, masculinity-femininity, short-term vs. long-
term  orientation.  

Interaction Eff ects

Research interest in the interaction eff ects of P-O fi t with 
organizational culture on organizational outcomes has grown since 
the research conducted by Sheridan (1992). His study investigated the 
infl uence of organizational culture values on the retention rates of 
904 college graduates hired by six large accounting fi rms in the USA 
over a six-year period.  Results showed that turnover rate was high 
in the cultures emphasizing att ention to detail and stability values to 
those cultures emphasizing team orientation and respect for people 
values. Although this study did not measure individual values, the 
interpretation of the results made by Sheridan (1992) suggested 
that P-O fi t may have less infl uence on organizational outcomes 
than situational eff ects such as specifi c organizational cultural 
values.  Further empirical support to Sheridan’s (1992) assertion was 
provided by a study conducted in Taiwanese context (McKinnon, 
Harrison, Chow & Annue, 2003). P-O fi t was shown to be less eff ective 
on work att itudes than innovation, respect for people, stability and 
aggressiveness-oriented organizational culture thus indicating some 
cross-cultural generalizability of Sheridan’s (1992) fi ndings as well.  

Research evidence on the infl uence of national culture on 
organizational culture is sparse. Organizational theorists have long 
argued for the plausibility of organizational culture to refl ect the 
national culture characteristics. Much of the support for the argument 
is rooted in institutional, population-ecology, and contingency 
theories (DiMaggio & Powell, 1983; Meyer & Rowan, 1977). 
According to the proponents of these theories, organizations must be 
isomorphic with their environments in order to survive and prosper.   
Organizational culture is largely shaped by widely held beliefs and 
values of the members of the organization (Chatman, 1991).  Since 
national cultures aff ect individual values (Hampden-Turner & 
Trompenaars, 1993) and beliefs (Smith & Thomas, 1972), one may 
expect some sort of isomorphic relationship between organizational 
culture and national culture.  Jabes and Gruere (1986) argue that an 
organization’s members will hold values that tend to be, on average, 
similar to those of their nation’s culture. Hofstede’s (1985) research 
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showed that organizational value system exhibited national culture 
characteristics. 

Although environment creates pressures on organizations to move 
toward isomorphism, there are other forces, both internal and external, 
that act on organizations to develop non-isomorphic relationship 
with their environment.  The argument that organizations develop 
separate identity which distinguishes them from the environment 
through boundary-maintaining mechanisms (Aldrich, 1979; Argyris, 
1964; Katz  & Kahn, 1966) suggests that organizational culture need 
not be aligned with national culture.  Further organizational cultures 
may diff er from national culture because of the infl uence of: a) 
industry characteristics (Gordon, 1991; Chatman & Jehn, 1994), b) 
task and market characteristics (Hofstede, 2001) and c) absence of 
institutional alternatives (Wilkins & Ouchi, 1983). In this regard, 
results of recent empirical research suggest that the relationship 
between organizational culture and national culture is rather complex 
than simple.  In a study aimed to examine whether organizational 
cultures replicate national cultures, Nelson and Gopalan (2003) found 
that some organizations tend to be isomorphic through replicating 
national culture characteristics, some had cultures that are reciprocally 
opposite to national cultures while others had cultures that are 
independent of national culture.  We can see then, that organizations 
vary in their intent, processes, and capacity to nurture their cultures 
in alignment with national culture. 

The basic premise of this paper is that P-O fi t’s positive eff ect on work 
att itudes may be contingent upon the nature of organizational culture 
dimensions and their alignment with national culture. P-O fi t may 
not predict work att itudes to the extent that organizational culture 
is isomorphic with national culture. This is because organizational 
cultural values themselves and not the P-O fi t, will engender positive 
associations with work att itudes (McKinnon et al., 2003). Hence it may 
be expected that in the presence of organizational cultures that are 
isomorphic with Indian national culture, P-O fi t may lose its salience 
in predicting work att itudes. 

However, if organizational culture is strong (i.e., those with an 
identifi able set of norms, values, and beliefs; Schein, 1992) and non-
isomorphic to the characteristics of national culture, then P-O fi t 
may assume importance in predicting positive work att itudes. This 
is because while organizations strive to create their own unique 
and strong cultures which are diff erent from the prevailing national 
culture values, they may often achieve high levels of P-O fi t through 
careful selection and highly institutionalized socialization processes 
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(Chatman, 1991; Cable & Parsons, 2001). Pascale (1985) discussed 
how strong culture fi rms use the socialization process to achieve high 
levels of P-O fi t.  He observed that strong culture fi rms “rely heavily 
on the informed applicant deselecting himself if the organization 
doesn’t fi t with his personal style and values”(pp. 29). Further, 
results of recent research indicate that the national culture infl uence 
is stronger on personally-held managerial work values (Ralston, 
Holt, Terpstra & Cheng, 2008). If organizational values are diff erent 
from that of personal values, then individuals will be more likely to 
change their personal values only when they confront organizations 
that have strong cultures (Chatman, 1989). Hence it is logical to 
expect the organizations to rely heavily on their selective hiring, 
socialization, and rewarding processes in order to develop cultures 
that are non-isomorphic with national cultures. People’s response to 
P-O fi t is increased only in such organizations because “…the more 
clearly organizational values and culture can be identifi ed and the 
more explicitly they are hired for, measured, and rewarded, the 
more important P-O fi t should be…” (Kristof & Jansen, 2007, pp.128).  
Hence it may be expected that in the presence of organizational 
cultures that are non-isomorphic with national culture, P-O fi t may 
gain its salience in predicting work att itudes. 

Using Quinn and Rohrbaugh’s (1983) competing values framework, 
organizational culture dimensions as proposed by the Organizational 
Culture Profi le (OCP) (O’Reilly et al., 1991)  can be classifi ed  into 
four groups: a) creation, b) people, c) control and d) market. The 
competing values  framework consists of two dimensions: a) fl exibility 
vs. stability and b) internal oriented vs. external oriented. Creation 
types of organizational cultures are fl exible and external oriented. 
People-oriented cultures are fl exible but internal oriented.  Control-
oriented cultures are internal focused but stability is maintained. 
Market-oriented cultures are stability focused but external focused.  
Two of the OCP dimensions described norms regarding Creation: a) 
innovation – This dimension includes three values describing norms 
of risk taking, openness to change and being experimental in the 
organization;  b) fl exibility – This dimension includes fi ve values that 
describe norms of adaptability and not being constrained by many 
rules. Two dimensions describe norms regarding people: c) team 
orientation – This dimension includes fi ve values describing norms 
regarding collaboration and supporting each other in the organization;  
d) People-orientation dimension includes three values describing 
interpersonal relationship, respecting individual’s right and fairness 
in dealing with people in the organization. Two dimensions describe 
norms regarding control: e) stability – This dimension includes 
three values describing predictability and security of employment. 
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Four dimensions describe norms regarding market: f) att ention to 
detail - This dimension includes four values that describe analytical, 
precision and detail orientation in the organization;  g) performance 
orientation - This dimension includes four values that describe 
norms of high expectations for performance;  h) decisiveness – This 
dimension includes three values describing decisive orientation in 
the organization; i) competitiveness - This dimension includes four 
values that describe aggressive competition; and j) organizational 
reputation - This dimension includes six values describing corporate 
social responsibility and organizational reputation. Since both internal 
and external stakeholders are aff ected by organizational reputation, 
one can classify this dimension into both people and market types 
of organizational culture. The following section describes the 
development of hypotheses specifi c to Indian cultural context.

Hypothesis Development

India is a republic in South Asia. It is the second-most populous 
country in the world with its population crossing 1 billion mark in 
June 2000. Economic reforms since 1991 have transformed it into as 
one of the world’s fastest growing economies. However, it still suff ers 
from high levels of hunger, poverty, malnutrition, illiteracy, and 
unemployment (Economic survey, Government of India, 2008–09).  
According to the United Nations Development Program Statistical 
Update (2009), India is ranked at 134  out of 182 countries in the 
world in terms of Human Development Index (HDI).   The prevailing 
values, beliefs, and behavioural patt erns which form part of Indian 
national culture can be att ributed to several factors.  Feudalistic 
values promoted by British, during their rule over India for more than 
a century, along with the caste system promoted hierarchy, status 
consciousness, power distance and low individualism in India (Saini 
& Budhwar, 2004). 

Individuals in India derive their identity based on family and caste 
membership.  The group is considered to be more important than 
the individual (Prakash, 1994; Tripathi, 1988).  Collective goals are 
prioritized over individual goals and desires. Hierarchy and status 
shape relationships which are usually long lasting. . The Indian social 
and cultural environments place high value on strong family ties, 
giving respect to elderly people resulting in greater dependence on 
others.  Thus interpersonal relationship assumes greater importance 
in people management in India (Saini & Budhwar, 2004).  Since Indian 
national culture values inter-personal relationship and group ties, it 
is expected people-oriented organizational culture will negatively 
moderate the relationship between P-O fi t and work att itudes.
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Hypothesis  1:  Organizational culture moderates the positive relationship 
between P-O fi t and organizational commitment  and job satisfaction in such 
a way that the relationship will be weaker when the culture is more oriented 
towards people.

While Sheridan’s (1992) study found that the cultural dimension 
stability is positively associated to a higher turnover rate among the 
employees in his Anglo-American cultural context. One of the three 
values comprising Stability is security of employment. It may be 
argued that, due to cultural diff erences between the U.S and India, 
the importance given to the value of security of employment varies 
between the employees in the U.S and the Indian fi rms. The U.S. is a 
highly individualistic and short-term oriented culture.  In this culture, 
Hofstede (2001) notes that “the relationship between employer and 
employee is primarily conceived as a business transaction, a calculative 
relationship between actors on a “labour market.” Americans tend 
to identify themselves by their occupations or professions (Adler, 
1997). Employees are more loyal to their profession than to their 
organization.  Job hopping and layoff  are fairly common. However, 
India is a low individualist (collectivist) and long-term oriented 
culture (Hofstede, 2001). In this culture, employees have a moral 
involvement with their organization and place more emphasis on 
their job security.   Employers and employees are more inclined to 
show loyalty and develop long-term relationships although job 
hopping has become increasingly common among the younger 
generation (Gopalan & Stahl, 1998). Moreover given the relatively 
high uncertainty-avoidance nature of Indian culture (Kanungo & 
Mendonca, 1994), it is expected that control-oriented organizational 
culture such as control to negatively moderate the relationship 
between P-O fi t and work att itudes. 

Hypothesis  2:  Organizational culture moderates the positive relationship 
between P-O fi t and organizational commitment  and job satisfaction in such 
a way that the relationship will be weaker when the culture is more oriented 
towards control.  

Kanungo and Mendonca (1994) have shown signifi cant cultural 
diff erences between Indian and western countries on the basis of 
Hofstede’s (1991) four initial dimensions of power distance, uncertainty 
avoidance, individualism, and masculinity. India is positioned 
relatively high on uncertainty avoidance and power distance and 
relatively low on individualism and masculinity dimensions.  
Relatively high uncertainty avoidance implies an unwillingness to 
take risks and more resistance to organizational change.  Further   most 
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(if not all) Indians believe that life is predetermined (according to the 
principle of reincarnation which is a fundamental belief in Hinduism) 
and that change is relatively diffi  cult to accomplish (Saha, 1992; 
Kuppuswamy, 1994). In a cultural environment where widespread 
sense of fatalism prevails, individuals have litt le perceived control 
over events because of their belief that things will happen anyway. In 
such context organizations may also be less proactive and innovation 
oriented. Since Indian culture is characterized by relatively high 
uncertainty avoidance and fatalism, it is expected that in the presence 
of creation-oriented organizational cultures such as innovation and 
fl exibility the salience of P-O fi t is increased to strongly predict work 
att itudes. 

Hypothesis  3:  Organizational culture moderates the positive relationship 
between P-O fi t and organizational commitment and job satisfaction  in such 
a way that the relationship will be stronger when the culture is more oriented 
towards creation.

The relative low individualism implies that family and group are 
preferred over work outcomes (Sharma, 1984). Indians in general 
derive their identity based on family and caste membership. The 
relative low masculinity implies that employees value personalized 
relationships more than performance.  Gopalan and Stahl (1998) have 
shown that for most, if not all Indians, work is a means to satisfy 
their family needs. Most of them value relationships and place less 
emphasis on material goods as they get older. Employment in India 
is considered to be an extension of social justice (Khandwalla, 1990). 
Gopalan and Stahl (1998) reporting general absence of strong work 
ethics in India, further observed that in the Indian context, “keeping 
people employed appears to be more important than achieving 
profi tability”.  Hence it is expected that market-oriented organizational 
cultures such as performance, competitiveness, aggressiveness, 
outcome orientation and att ention to detail to positively moderate the 
relationship between P-O fi t and work att itudes.

Hypothesis  4:  Organizational culture moderates the positive relationship 
between P-O fi t and organizational commitment and job satisfaction in such 
a way that the relationship will be stronger when the culture is more oriented 
towards market. 

Thus given the Indian national culture context, in the presence of 
organizational cultures which are oriented towards people and 
control, a weaker relationship between P-O Fit and att itudinal 
outcomes may be expected, because treating employees with respect 
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will be part of organizational schemata and will lead to positive 
att itudinal outcomes irrespective of the levels of fi t. Hence misfi t may 
not signifi cantly aff ect positive att itudinal outcomes in the cultures 
where internal constituents – employees - are valued. Whereas 
market and creation-oriented cultural dimensions may be expected to 
enhance the positive eff ects of P-O fi t because only those individuals 
who also share these values will be satisfi ed, committ ed and tend to 
stay in the organization.  With respect to organizational reputation, 
there is no obvious theory or no prior empirical research to support 
expectations of association with outcomes and hence it is treated 
as an empirical question. The interaction between national culture, 
organizational culture and P-O fi t is shown in Figure 1.

Figure 1. Interaction between national culture, organizational 
culture and P-O fi t

Method

Sample

The criteria used to select organizations for this study were 1) 
organization size (workforce size), and 2) the number of years 
of existence. Organizational culture refers to the values that are 
widely shared among most of the employees and normally it 
takes considerable amount of time for the members to accept  and 
practise those values before they get fi rmed up and embedded in 
the organizational way of doing things (Schein, 1983).  Hence it was 
decided to select only those organizations which were in existence 
for more than fi ve years and had a workforce of 100 and more for this 
study.

National Culture

Personal Values

(Ideal
Organizational
Culture)

Person
Organization Fit

Perceived
Organizational

Culture

(Actual
Organizational
Culture)

Work Attitudes
1. Job Satisfaction
2. Organizational

Commitment
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Research on the relationship between industry characteristics and 
organizational culture suggests that variation in organizational 
culture may be more across industries than within them (Chatman 
& Jehn, 1994). Hence  twenty-two organizations were randomly 
selected initially from diff erent industries located in southern part of 
India in order to obtain data on varied organizational dimensions. 
But only seven organizations had agreed to participate in this study. 
These organizations represented information technology (software 
development), pharmaceutical, textile manufacturing, marketing 
consultancy, fi nancial services, and automotive component 
manufacturing industries The characteristics of the organizations 
which had participated in this research varied in terms of organization 
size, total number of years of operation, and management 
philosophy. The size of the organizations, measured in terms of 
number of employees, ranged from 250 (fi nancial services) to 1450 
(pharmaceutical). The total number of years of operation ranged from 
8 to 16 years. Organizational structure ranged from mechanistic to 
organic. Since organizational culture is shaped by history, structure, 
and industry characteristics such as technology and growth, the 
sample of organizations was so chosen to refl ect the diff erences in 
these parameters.

The sampling strategy was to survey 20–40 employees chosen 
through the stratifi ed random sampling method from each of the 
organizations. Stratifi cation was done based on hierarchical level, 
gender, experience, and functional groups  For the purpose of the 
study, only managerial-level employees who have had a minimum 
of one-year experience in their respective organizations were chosen 
to participate in this study. All the respondents were also assured 
of complete confi dentiality and anonymity of their data. Out of 198 
fi lled-in questionnaires, 25 questionnaires could not be used due to 
incomplete data.    

Operationalization of Variables

Since values are “fundamental and relatively enduring” (Chatman, 
1991, pp. 459) and shape organizational culture that guides 
employees’ behaviours (Schein, 1992), this study operationalized P-O 
fi t as the congruence between individual and organizational values. 
This study used the Organizational Culture Profi le (OCP) of O’Reilly 
et al., (1991) to assess organizational culture and P-O fi t. The OCP 
is based on the Q-sort method (Bem & Funder, 1978; Block, 1978). 
The respondents sorted the 54 items into nine categories, ranging 
from most to least desirable (personal values), or from most to least 
characteristic (organizational values). To develop a profi le of the 
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organization’s culture, the respondents were asked to sort the 54 
value statements according to the extent to which the items were 
characteristic of the organization. For each organization, a single 
profi le was created by aggregating the individual’s perceptions of 
organizational characteristics. For individual preference, individuals 
were asked to sort the value items according to their personal 
preferences for each value in their ideal organization. Then P-O fi t 
score for each individual was measured by correlating the individual 
preference (ideal) and organizational profi le (actual). 

Factor analysis of  OCP (actual organizational characteristics) indicated 
seven organizational culture dimensions: respect for people, stability, 
innovation,  performance orientation, competitiveness, att ention to 
detail, and organizational reputation. 

Two measures of work att itudes – job satisfaction, and organizational 
commitment - were used in this study.  Job satisfaction refers to an 
overall att itude that employees hold toward the job and job context. 
It may be either positive or negative. Job satisfaction was assessed 
using a three-item global satisfaction scale adapted from Cammann, 
Fichmann, Jenkins and Klesh, (1983). Organizational commitment 
measures the degree to which an individual identifi es and is involved 
in an organization. The aff ective component of organizational 
commitment (OC) was used in this study.  The aff ective component of 
OC refers to an employee’s emotional att achment to the organization 
and it was measured by a nine-item scale adapted from Meyer et al. 
(1993).  

Data Analysis

The primary objective of this study was to investigate the moderating 
eff ect of organizational culture in the relationship between P-O fi t and 
work att itudes. Individual-level hierarchical regression analyses were 
used to determine whether the eff ects of P-O fi t on the dependent 
variables are moderated by organizational culture variables A total 
of 14 hierarchical regressions (7 dimensions x 2 dependent variables) 
were used to test the hypothesis. In each case, the interaction term 
was added after demographic variables and moderating variables 
were included in the regression equation.  

Moderating Eff ect of People-Oriented Organizational Cultures  

It was hypothesised that the relationship between P-O fi t and work 
att itudes is weakened by relationship-oriented (people) organization 
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culture. Table 1 displays the hierarchical regression models used 
to test this hypothesis.  Four separate regression analyses  were 
performed to maintain suffi  cient degrees of freedom. In each case, 
the interaction term was added after control variables, P-O fi t and 
moderating variables were included in the regression equation. If 
the change in the model R2 is signifi cant (i.e., explains additional 
variance), then the moderating eff ect is determined to be signifi cant. 
Table 1 illustrates that  respect for people-oriented organizational 
culture is a signifi cant moderator  of the relationship between P-O fi t 
and job satisfaction and organizational commitment.  

Table 1

People-Oriented Organizational Culture Moderated Regression Models

Variables
Job 

Satisfaction
Organizational 
Commitment

Model 1 Model 2 Model 1 Model 2

Respect for people-oriented culture .289** .245 .741** .641 
P-O Fit 1.457** 1.145 1.77** 1.045
Respect for People X P-O Fit -1.013** -1.55**

R2       .441 (.406) .483 (.447) .370 (.325) .468 (.427)
F 57.766** 22.679* 24.65** 26.10**
Change R2 .043 .098

* p < .05  **p < .01   

The results indicate that P-O fi t infl uences signifi cantly job satisfaction 
(β = 1.457 ,p < .01)  and organizational commitment (β = 1.77 ,p < .01).  
In model 2 the respect for people x P-O fi t interaction term explained 
weaker relationship with job satisfaction (β = –1.013 ,p < .01) and 
organizational commitment (β = –1.55 ,p < .01). Thus Hypothesis 1, 
the weakening eff ect of P-O fi t on work att itudes in the presence of 
respect for people culture was supported. 

Moderating Eff ect of Control-Oriented Organizational Culture   

It was hypothesized that the relationship between P-O fi t and 
work att itudes is weakened by control-oriented organization 
culture. Table 2 displays the hierarchical regression models used 
to test this hypothesis.  The results indicate that P-O fi t infl uences 
signifi cantly job satisfaction (β = 1.5, p < .01) and organizational 
commitment (β = 1.43, p < .01). In model 2 the stability x P-O 
fi t interaction term explained weaker relationship with job 
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satisfaction (β = –1.084, p < .01) and organizational commitment 
(β = –.942, p < .01). Thus Hypothesis 2, the weakening eff ect of P-O fi t 
on work att itudes in the presence of stability culture was supported. 

Table 2

Control-Oriented Organizational Culture Moderated Regression Models

Variables
Job 

Satisfaction
Organizational 
Commitment

Model 1 Model 2 Model 1 Model 2
Stability-oriented culture .224** .123 .146** .0965
P-O Fit 1.5** 1.43** 1.047

 Stability X P-O Fit -1.084** -.942**

R2 .456 (.422) .504 (.470) .407 (.369) .443 (.404)
F 70.035** 13.774* 71.304** 9.251*
Change R2 .266 .048 .296 .036

* p < .05  **p < .01   

Table 3

Creation-Oriented Organizational Culture Moderated Regression Models

Variables
Job 

Satisfaction
Organizational 
Commitment

Model 1 Model 2 Model 1 Model 2
Innovation-oriented culture .451** .354** .016 0.004
P-O Fit 1.57** 1.08**

 Innovation X P-O Fit 3.077** 2.497**

R2 .449 (.415) .480 (.443) .415 (.378) .451(.395)

F 61.179** 18.357* 69.65** 11.601*
Change R2 .236 .031 .285 .036

* p < .05  **p < .01   

Moderating Eff ect of Creation-Oriented Organizational Culture  

Hypothesis 3 proposed that the relationship between P-O fi t and job 
satisfaction and organizational commitment is strengthened by creation-
oriented culture. Table 3 displays the hierarchical regression models 
used to test the hypotheses.  The results indicate that P-O fi t infl uences 
signifi cantly job satisfaction (β = 1.57, p < .01)  and organizational 
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commitment (β = 1.08, p < .01).  In model 2 the innovation x P-O fi t 
interaction term explained stronger relationship with job satisfaction 
(β = 3.077, p < .01) and organizational commitment (β = 2.497, p < 
.01). Thus Hypothesis 3, the strengthening eff ect of P-O fi t on work 
att itudes in the presence of creation culture was supported. 

Table 4

Market-Oriented Organizational Culture Moderated Regression Models

Variables
Job 

Satisfaction
Organizational 
Commitment

Model 1 Model 2 Model 1 Model 2

Performance orientation .290* .194* .227 .217

P-O Fit 1.057* .864* .904* .742

Performance orientation X P-O Fit 5.578* 4.796*

R2 .452 (.418) .481 (.434) .401 (.363) .431 (.374)

F 53.081** 12.268* 50.51** 14.964*

Change R2 .203 .029 .212 .030

Constant

Competitiveness .243 .145 -.074 -.047

P-O Fit .820** .645* .348* .314

Competitiveness  X P-O Fit 1.281** .967*

R2 .441 (.406) .478(.419) .395 (.357) .419 (.369)

F 60.176** 24.802* 61.2** 20.672*

Change R2 .235 .037 .259 .024

Att ention to detail -.079 -.056 -.237* -.241

P-O Fit .159* -.074 .300* -.274

Att ention to Detail X P-O Fit .854** 1.035**

R2   .470 (.436) .504 (.469) .421 (.384) .471 (.434)

F 72.015*** 9.832* 70.288** 13.544**

Change R2 .267 .034 .285 .050

Organizational reputation .266* .212* .853** .745*

P-O Fit 1.71** 1.44* 2.73** 1.95*

Organizational Reputation  X P-O Fit 3.31 ** 3.27 **

R2 .447 (.412) .474 (.425) .386 (.347) .412 (.359)

F 66.13** 12.786 53.1** 17.03

Change R2 .256 .027 .228 .026

* p < .05  **p < .01   
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Moderating Eff ect of Market-Oriented Organizational Cultures  

Hypothesis 4 proposed that the relationship between P-O fi t and 
job satisfaction and organizational commitment is strengthened by 
market-oriented culture. Table 4 displays the hierarchical regression 
models used to test the hypotheses.  

With respect to performance-oriented culture, the results indicate 
that P-O fi t infl uences signifi cantly job satisfaction (β = 1.057, p < 
.05)  and organizational commitment (β = .904, p< .05). In model 2 
the performance orientation x P-O fi t interaction term explained 
stronger relationship with job satisfaction (β =  5.578, p < .05) and 
organizational commitment (β = 4.796, p < .05).   

With respect to competitiveness-oriented culture, the results indicate 
that P-O fi t infl uences signifi cantly job satisfaction (β = .820, p < 
.01) and organizational commitment (β = .348, p < .05). In model 2 
the competitiveness x P-O fi t interaction term explained stronger 
relationship with job satisfaction (β =  1.281, p < .01) and organizational 
commitment (β = .967, p < .05).   

With respect to att ention to detail-oriented culture, the results 
indicate that P-O fi t infl uences signifi cantly job satisfaction (β = .159, 
p < .05)  and organizational commitment (β = .300, p < .05). In model 
2 the att ention to detail x P-O fi t interaction term explained stronger 
relationship with job satisfaction (β = .854 , p < .01) and organizational 
commitment (β = 1.035,p < .01).   

With respect to organizational reputation-oriented culture, the results 
indicate that P-O fi t infl uences signifi cantly job satisfaction (β = 1.71, 
p < .01) and organizational commitment (β = 2.73, p < .01). In model 
2 the organizational reputation x P-O fi t interaction term explained 
stronger relationship with job satisfaction (β = 3.31, p < .01) and 
organizational commitment (β = 3.27, p < .01). Thus Hypothesis 4, the 
strengthening eff ect of P-O fi t on work att itudes in the presence of 
market cultures was supported.

Key Findings

The results suggest that the positive eff ects of P-O fi t on job satisfaction 
and organizational commitment are weakened by people-and 
control-oriented cultures, whereas creation-and market-oriented 
organizational cultures strengthened the positive eff ects of P-O fi t on 
job satisfaction and organizational commitment.
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Limitations

The main limitation of this study is the reduced sample size for 
calculating cross-level actual P-O fi t.  Unfortunately, this was 
largely due to the use of the OCP and the Q-sort methodology.  As 
described earlier, using Q-sort methodology involves intensive 
personal interviewing and time on the part of the respondents. 
The respondents had to sort all the fi fty-four value statements into 
nine categories two times.  This has largely restricted the possibility 
of involving a large number of respondents.  Moreover, data was 
collected only from managerial-level employees who have had a 
minimum of one year experience in their respective organizations.  
This has further reduced the potential number of respondents in each 
organization.  In spite of this limitation, this research has a number 
of strengths. First, this study used the commensurate measurement 
method to assess P-O fi t. The commensurate measurement method 
allows oneself to describe both person and organization with the 
same characteristics (values) thus increasing mutual relevance of 
the characteristics under investigation.  Kristof (1996) suggested the 
commensurate measurement method for assessing supplementary fi t 
such as fi t between the person and the organization’s characteristics.  
Second, this study has used the ipsative method to assess the actual 
and the ideal organizational culture which is bett er than the likert-
type scale because it is less prone to a social desirability bias. 

Conclusion

This study examined how environmental factors aff ect the positive 
relationship between P-O fi t and work att itudes. Specifi cally it 
was hypothesized that P-O fi t would lose its salience in predicting 
work att itudes under the infl uence of people-and control-oriented 
organizational cultures in the Indian cultural context.  Further it was 
also hypothesized that creation and market oriented organizational 
cultures would strengthen the positive relationship between P-O fi t 
and work att itudes. The results provide support to all the hypotheses 
and thus show preliminary evidence that environmental factors can 
strengthen or mitigate the eff ects of P-O fi t.   Further the results of this 
study have theoretical implications for research on moderators of P-O 
fi t and to explore these, the results are reviewed in the light of initial 
expectations. 

Implication for Theory

Researchers in the organizational behaviour fi eld have frequently 
argued that P-O fi t is positively associated with work att itudes 
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(Chatman, 1989; O’Reilly et al., 1991). However, our results, along 
with evidence from other studies suggest that the eff ects of P-O 
fi t are contingent upon organizational culture dimensions and, 
more importantly, their alignment with national culture. More 
specifi cally, this study provides an empirical evidence for the 
weakening eff ects of P-O fi t in the presence of people and stability-
oriented organizational cultures. People and stability-oriented 
organizational cultures are isomorphic with Indian national culture 
which is characterised by relatively low individualism, and high 
uncertainty avoidance (Kanungo & Mendonca, 1994). However, 
P-O fi t’s eff ect on work att itudes was strengthened by innovation, 
performance, competitiveness, and att ention to detail cultures.  
These cultures are non-isomorphic with Indian national culture in 
character. With reference to organizational reputation culture, there 
was no hypothesised relationship but this study explored this as an 
empirical question. Results suggest that organizational reputation 
culture strengthened the positive relationship between P-O fi t and 
work att itudes. Since organizational reputation culture is neither 
isomorphic nor diametrically opposite to Indian national culture 
values, we may extend the same logic used in non-isomorphic 
cultures in interpreting its interaction with P-O fi t. Kristof and Jansen 
(2007) in their review on moderators of P-O fi t eff ects pointed out 
that “what is missing at this point is a strong,  theory-based rationale 
for what individual, environmental, and other factors that are likely 
to infl uence the impact of P-O fi t on individual outcomes” (pp. 128).  
This study contributed in this direction by developing a theoretical 
model for the impact of environmental factors such as organizational 
culture and national culture on P-O fi t and empirically testing it.

Implications for Managerial Practice

For management practitioners, this research has several implications. 
More specifi cally, insights from this study can be used in the areas 
of employee recruitment and socialization practices. Organizations, 
depending on their strategy, structure and control systems, may want 
to emphasize particular sets of values (culture dimensions) among 
its employees. If these values are congruent with national cultural 
values, then P-O fi t becomes redundant. In such case, it is suffi  cient 
to strengthen their own cultures since they themselves would predict 
positive work att tidues whereas if the values are incongruent, it is 
important to focus on P-O fi t.      

Further, organizations, depending on their strategy, may perceive 
certain aspects of national culture either to be functional or 
dysfunctional in gett ing the appropriate employee behaviour. 
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P-O fi t assumes more importance, if organizations decide to erase 
or at least diminish the eff ects of the dysfunctional values that are 
embedded in the national culture. In such cases, they may choose to 
strengthen their own culture so that it will have an overriding eff ect 
on employees’ behaviour.  For example, in India if an organization 
desires to encourage meeting deadlines, punctuality, risk taking, and 
open communication between managers and subordinates among 
its employees, it has to overcome the eff ects of national culture that 
may reinforce inappropriate behaviour.  In such a case, increasing 
the levels of P-O fi t may help organizations to make their employees 
exhibit the right behaviour.

More specifi cally, in the Indian cultural context, if an organization 
intends to develop cultures that are oriented towards innovation, 
performance, competitiveness, and att ention to detail cultures, hiring 
for fi t with the organization’s culture assumes more signifi cance. 
Since national culture infl uences an individual’s work-related values 
(Hofstede, 1980), cognitive frames and att itudes (Laurent, 1986), these 
organizations may use selective hiring, systematic socialization and 
reward practices to counteract the infl uence of national culture on 
individual behaviour. These organizations may select only those who 
appear to hold values that match with their own, socialize them further 
to strengthen those common values, and reward them for exhibiting 
those values in their organizational activities.  P-O fi t may get salience 
in this process and thus predicts work att itudes positively. 

Managers in such organizations may use the three-step model as 
described by Bowen, Ledford and Nathan, (1991) to select employees 
to ensure high levels of P-O fi t. Ensuring a proper fi t will enhance the 
organization in the long term. Organizations with a strong orientation 
towards people, stability and organizational reputation orientation 
would not have to invest as much in selecting those that fi t, because 
it is not important. In addition to selection methods, socialization 
activities should also be planned according to the relevance of P-O fi t 
in a particular organization.

Results of this study suggest a number additional research questions 
which may be investigated in future. Only a few organizations were 
selected for this study because they seemed to emphasise diff erent 
organizational cultures by being in diff erent industries.  

Such sampling strategy might decrease predictive ability of 
organizational culture, P-O fi t variables as well as interaction variables.  
However, replicating this study with a larger sample of fi rms chosen 
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from diff erent industries would improve generalizability of the 
fi ndings. Since the characteristics of Indian national culture alone are 
used in this study to deduce specifi c hypotheses, the present study 
can be classifi ed as an ethnocentric approach (Adler, 1983) in cross-
cultural management research. Ethnocentric type of studies assume 
that management theories are culture specifi c; thus questioning their 
universal application.  Since the present study provides preliminary 
evidence supporting such assumption, by showing the interaction 
eff ects of P-O fi t and national culture, future research studies can be 
designed in line with a polycentric approach where the universality 
is denied. Comparative data collected from organizations located in 
two or more countries would strengthen the fi ndings of this study.  
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